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The need for staff developaent as a means of 
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A SrAFF D£VELOP>t£:jT NO'JSL FCR STUDK4\T PEItSONN'SL SERVICES 

INTRODUCriON 

Catmuualty and junior college personnel have been concerned for 
soma time about the paucity of viable staff developraeat programs at 
most institutions. Many authorities and organizations have been 
advocating a commitment of temporal and fiscal resources to support 
Swaff development programs of high quality. Ihe ubiquity of the 
interest in such programs is evident in Garrison's (1968, p. 23) 
contention that the need for regular professional "refreshment has 
been identified by thousands of junior college Instructors as their 
number one priority." Similarly, Gleazer (1969^ p. 120) emphasized 
ttiat "striking in its common expression is the concern for staying 
abreast of developments in one's discipline and refreshing and up- 
grading oneself professionally." Although these statements imply a 
concern with the professional development of teaching personnel, 
there has been equal or perhaps greater interest for the professional 
development of student personnel practicioners, 

A summary statement by T.R. McConnel (Juaior College Studet»t 
Personnel Programs: Appraisal and Development, 1965, FOREWARD) of 
the National Committee for the Appraisal and Development of Junior 
Collc.;^n Student Per'sonncl Programs triggered intense interest in 
staff dovt^lopEent :.^vcr sines it first nppoarod in print: ho fi.-jld, 
"...whan maasurod iif^ainsl criteria of .•^copa and eft" ectivenea«, student 
parscnnei t;ro^raiss ii^ unmniunicy ^'ailegi'.si; are woefully inadequate," 



Tha 2?atlonai C<Kaaittee also submitted nuaierous suggestions which it 
ce8Ar4ed as chnatntctive. reccnmnendatlons for upgrading studaat p«r- 
sonael services, Collins (1967) has recorded a variety of approaches 
to scaCf developmeat which wars among the recoimaadations of the Com- 
mittee* . * . 

The unanimity of interest in professional developaeat among 
student personnel workers also is reflected Ir. the guidelines which 
have Been adopted by various professional groups, particularly coun- 
selors. For example^ in guidelines developed by the University and 
College Center Directors Task Force (Kirk. Johnson, Redfield, Free, 
Jttchaal, and Soston, 1971) the following recommendations can be 
found! 1) staff time should be systematically set aside to be spent 
on professional development activities: 2) a continuous in-service 
training program should be maintained: 3) staff members should have 
the opportunity to attend professional meetings off campus. A very 
similar set of recommendations were proffered in the Guidelines for 
Community and Junior College Counseling Services (1972). 

Community college authorities such as Matson and Harvey also 

have stressed the Importance of staff development. Matson (1972, 

p. 17S> feels such programs are needed if student personnel workers 

are to make significant contributions to the objectives of their 

respective institutions; her opinion is stated succinctlyj 

... efforts must be directed to the identification 

of experience and training which is likely to provide 

a r.uppty of prof Jisslcmals prepared to assume this* role 

in nil ita d In'Mi.^ioni, This will involve not only atten- 
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tion to appropriate ptr^^-^service prcpiratloa but a major 
eM^iisis on providing onsoing scarf develoynient which 
will enable the stuJanc persona^il professionals to main- 
enhance th«ir knowiedi?e and compatenclea. 
Chief student par soanel officers have been charged hy Harvey <1968) 
with aakirg opportunities for professional development possible for 
their staffs. Accordingly, Harvey suggests staff dovelopiaent tauat 
be among the salient objectives of any student personnel administra- 
tor. 

Notwithstanding encouragement of the kind alluded to above, 
evidence suggests such goals genarally have not been n^alixed, A 
recent study reported (Thurston, Zook, Neher, Ingrahaa, ^972): 
Staff in-service training is an important hvt 
widely neglected function of chief personnel administra- 
tors. Tliie problem couid be helped by the development 
of possible models,,. 

While many CSPAs tindoubtedly recognize the need 
for systematic staff development, as well as for their 
own personal and professional growth, they lack the 
resources for total staff upgrading. 
Either there luis been too little comnitment and effort in the desired 
direction, or the steps taken have lacked the boldness and the imag- 
ination which may be required if such programs are to succeed. Ap- 
imrontly, what is needed a r- "nodels*' of staff devoloptnent programs 
which can be tried and rested. 
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The following nodal Is pr«a«nted because it represents to the 
ataH of the T.ehlgh County Cosnunity CpHesa a fflo4cl which, aftaff 
haviuy boen attempted and compared to others, is both viable and ualque 
J^^^ fi^'^^cl is effectiye because it containa several elements which, 
vhen combined and integrated, are vital to staff developisent prograaa. 
especially if the programs are designed to be dynamic and growth pro- 
ducing. Host of the elements are crucial whether the professional 
developtaent is for the entire student personnel staff or one of Its 
specialist groups. Furthermore, the n»del can be generalt«ed to 
be relevant and effective for the development of faculty or other 
groups of professional educators as well. 
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goals for staff developmeat at the teUigh Cuanty CotanJunity 
Collega ate I 

1, To ccmcifwally provide tlie also,<^ner« and con- 
tent fot the improvement and acquisition of professioaal 
skills and for personal gro«rth. 

2* To utilize the team approach in the raanagmeat 
of particular cases* 

3, To provide a speeific time for the exchange of 
ideas and problem solving in reference to the programing, 
operation and maintenance of the various services. 

4, To provide a specific time for announcements 
and discussions of adtntnistrative matters. 

As can be seen from tlie goals, the focus of the pro<?.raic is aliaost 
exclusively on professional and personal development. When staff 
development becoiaes synonymous with adninlstrative detail, as is 
often the case, tardiness, disinterest and frustration are evident. 
Consequently, the preponderance of titoe in staff meetings is spent 
trying to realise the first three of the above goals. Administra- 
tive announcenents are placed at the end of the cjeatlns rather 
than the beginning. 

In addition to having explicit goals, another ic^ortant as- 
pect of the program is that one person on the staff has been design- 
f:tftd as re-^ponsible for plannlua* con'-tucting and evaluating the 
pfo.^r.^r.s. Tha coordinitor nccoptt: r^conunandACions from st.iff nen- 
bers, and ho v'nu«ufrj frcqoantly with t lu' staXf regarding Lhpic 



trdlniug xicida. This feature o£ tUa program Is crucial because, 
}iy tiavlng on^ persca admin ist<>r tha program, it asaure^ coatiauity 
and quality of programs for staft developaeat meetings. Of course, 
vhile t!.e ocheduling of events is assigned to one indivj4ual, all 
staff neaabers contribute in oue way or another to the plannioK and 
to the actual programs. If interes to be sustained total par- 
ticipation in planning is important. When only one person decides 
t«hat the content will be, as too freq'^ntly is the case. Interest 
often vanes. 

Mother outstanding feature of the program results from a 
-cooperative internship agre^sent that the Lehigh County CfUBmunity 
College has entered into with two local graduate institutions. 
The internship program is an integral part of the in-service train- 
ing of the regular professional staff. ^Jaay hours are spent cri- 
tiquing their performances and eacplorlng' the interna* attitudes 
about their profession, the students, and the cosmmnlty college. 
Student personnel services aspirants are included in the sta^f 
development activities because vc belie\'<% by participating they 
will grow professionally and will come to recognise the importance 
of constant training and contitiuoua striving for improvement. The 
staff of the college also benefits by staying abreast of the trends 
and content prevalent in graduate training programs. 

At the Lehigh County Community College, a meaningful component 
of tim« lias been conmtttted, on a syatcaaatic basis, to the staff 
devdlopo^mt program. Each staff member spends the equivalent of 
one-4«n.l f working day a vo.nk in professional groxrth activities and 
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tl:<? fsupervisloa of liitijrna. It is regarded essaacial that the 
staff devalopmeat meetings be scheduled onc^s a tjeek among the regular 
ongoing activities of the staff; this oay be on*! wf the owst sallfent 
features, of th« ©odel, simply because it cpimBunicat«s to the staff that 
professional davaloptaeat is an iapotcant ongoing activity. Unfortun- 
ately, at many institutions such activities are scheduled only once 
or twice a year. Certainly, such an approach iia not adequate. 

Financial resources also have been cooinitted by the college to 
this iusportaat enterprise. Money has been set aside for the rental 
and/or purchase of training media and equipment. Additionally, 
travel allowances are provided to have staff oeoibers atteud colloquia 
and seminars as wll as local regional, and national professional 
conferences. All of the off-caiapus activities meet the criteria 
of satisfying both the needs of the individual and the student per- 
sonnel are required to report, either briefly or at length, on such 
visitations off campus. They are asked to especially address theaselves 
to new issues, ideas, techniques, etc. which we mi^t be exploring. 

Facilities also reflect the support given to these activities, 
i.e. , facilities have been providcid to house all of the activities 
and tnaterials associated with staff devalopraent. Lastly, the stuilent 
pcrsonael division has a staff room complete with a compr«hensivts 
professional library. While fiscal support is important, it should 
be noted that high quality programs can be sustained without in- 
vesrlti;; Urf»c stm^ of money, v;« have dlscovorwd that thu reHourc*'- 
r^Alndi;-: '^t the stafi nnd voluntfcT Fotvico;-? of coraaunity and 5?tate 
agencies hav*^ t»n?ibl«d nr. tt> I*eep La.* roats very lin-f. 



tUE FROC£$S 

It Is thtf belief of the Lehigh County Conauaity Staff that a 
growth oriented staff (ieveXoiment isodeX rests squarely on the over- 
all attutldes and behaviors exhibited by each individual on the 
staff. Behavioral scientists have been actively eagagad identi- 
fying certain coalitions vhich appear to be necessary for effective 
group processes and for significant interpersonal relationships to 
occur. Conditions such as acceptance* trust » respect » and under- 
standing have been found to be integral elenents in such ef £ect> 
ive rolntionships. These elements form the tmderpinnings of any 
staff development experience. It has been our experience that by 
adopting and aaintaining the conditions of acceptance, trust* res- 
pect, and understanding, certain behaviora take place inhleh would 
otherwise not occur. Staff Weiabers have learned to deal with one 
another in open Iu>nest comnunication; genuine feedback la provided 
to one another; and support can be reli^ upon in the face of ad- 
versity. The staff is encouraged to take risks in self-growth, 
self-exploration, trying the new and different, and evaluating the 
present. 

Both personal and professional growth are the ultimate goals 
of the staff development experience. Both goals are realized only 
xfh&n the focal point in such an experience is the individual. Too 
often an arbitrary and artificial separation is made in regard to 
the devclopaent and growth of the person ami the growth of the pro- 
feasion^j. Professional dcvsjlopacnt in the foria of skill and tech- 
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nlquia ucquisitlon, coaf«irdnaa atcendancfi^ resaarch, and joucnal 
reading is considered a:»propriat€t» However » vhen one begins a 
dialogue ralated to on«*s v^lu^i^, at&itudeat difficult lets and 
satisfaction in personal relationsj marital problesis^ feelings 
about sexuality, etc.» often thase are not considered appropriate 
topics for staff development. The undar lying attitude accepted 
by the staiff at the Lehigh County Coasaunity College is that an 
individual member is first a person and than a professional, 
While some delineation between the t\m may be appropriate for 
analysis » the fact is that a real separation does not exist. 
When wa talk with one another as people who have concerns, dif- 
ficulties » needs and emotions » then and only then do we hegin 
a positive dialogue in relation to our professional selves. Ve 
have found that when personal growth is facilitated within the 
staff, professional devalopsient becomes easier to attain. 

Honest inquiry to ascertain the truth Is at the very found- 
ation of the growth process. Hence, a research attitude enliances 
the process, because ^ whether engaged in professional growth, 
planning an educational program, staffing a client, or discussing 
our delivery system, four questions have guided our activities: 
1) where arc we presently? 2) where do wa want to go? 3) how can 
we attain the goal? A) how will we know when we have attained 
tlio goal? 

VHicrtj are Wf; prcs 'ntly? An assa.tKnuint of wh^ire the* staff 
frijivlduul-Jy and coUijcLively is probably the most crucial st««p 
Ui wtir proces:; of growth and dcvelcpnont. Working towards answers, 
even If only parct.il or centntlv^p, can be accofnpllaht?d bent In the 



fiUpportivi* atiuospheirc alluded to abova. To sc&k the truchi self- 
awar«n<iiia is hdlghtened and rather difficult questions are posed. 
The process is difficult because each person becomes aware of 
hiffldelf. or herael£, and they admit to areas of alftiaformation or 
no infonsatlony feelings o£ inadequacy and fears th&t one is not 
being as effective as one would like. People take the risk of 
disclosing such sensitive data to th^ooselves and their colleaquess 
this can only be accooplishc^i vfaen a staff is cosmitted to a 
helping relationship aji»ag ttuusselves. 

Where do ve want to got The practicality of def inirg goals and 
objectives for the group is usually accooplished after ouch input* 
One staff neo^er nay -want to learn 8K>re about desensitisation, 
another vants consultation about the design of a research project, 
and still another expresses an interest in a new educational program 
of delivery system. All of the statf interests are part of the 
goal setting or planning phase • Priorities are detersiined by 
relating ataff nec^s and interests to those of the college. Once 
the priorities are established, specific objectives or goals are 
articulated. 

Two points are itaportant to note. First, the staff as a 
whole accepts the responsibility for their decisions. Second, it 
is important to state specific objectives and goals, because we 
have discovered that ambiguity is counterproductive. The setting 
of group objectives does not preclude setting individual objectives. 
Thus, while the staff as a whole Is working on one phase of staff 
devel«>pTn°nt, an Individ'.jnl staff inanber nay direct his or her 
attentiv->u toward another topic. In this manner the work of the one 



Qtimbdr often tj^comes the topic for the entire staff at a later date* 
llay ean ve attain the goal? Initially, the process of pursuing 
specific goals t^s place in a weekly three hour sta^f meetiag, at 
which tine probl«n-solirins and decision making activities predoaioate. 
However, the foraal meeting is seen only as one vehicle for accomp- 
lishing objectives. The steefcing is the focus of the activities, 
hut we have observed that individual contacts throu^iout the week, 
on a daily basis, provide the carry-over necessary for full staff 
development. In other words, we have learned that the professional 
growth process alluded to above becoa^s a dytiaiBic one which occurs 
daily, often wit^ut formal structure; the enthusiasa over the quest 
for personal and professional substance is sustained over a long 
period of time, with Individuals often pursuing ic on their own. 
Additionally, we have observed that attitudes are fostered to the 
point where staff isembers strive incessantly to improve, and eva- 
luation becomes a welcoised part of the process. 

How will we know when we have attained the goal? the question 
of evaluation is one to which the staff constantly addresses itself. 
Evaluation of what is happening and how it*s happening does not pro- 
duce fear and resistance. The philosoply is that it is alright to 
cake mistakes; \m can learn by mistakes; we can improve only if we 
are ifllling to face the possibility that what we are doing is not 
working. With this in mind tha stf ff work towards providing feed- 
back for one another, believing only constant evaluation and feed- 
back can lead to growth. Change and flexibility »ra a significant 
objective of the procef;s of staff devetopnont. Staff and Individual 



tivaluatlou are planned iiecivitlaa, with raeetlngs regularly sclieduleU 
to sp.'ciflc.'tl ly focuis oa ansaijslns our of fectiver4«as as individuals 
as well as a tenui. These are not nect^itsarlly pltsuisanfc meeClugs but 
they usually are growth producing. 

Tlia Importattce ot nalntaining the conditions under v?hich people 
art^ encouraged to be themselves is not an easy matter. It is our 
observation that too often tha failure of staff d-:4velopment is pre- 
dicated on tha false assumption that once conditions of trust, accept*- 
nnco, reject » and understanding are established ^ open cosaaunicatioa 
will flourish. We have found that the eatablisbffient of these con- 
ditions is a process of constant work and discovery. It is not enough 
to say we will be open with another. Once the idea is accepted , it 
requires effort to establish how one is open, and to practice open- 
ness. The process requires attention and further awareness. And, 
ultimately, the process of staff development is at its best when 
the process is ongoing day by day dynamic experience. 



SUM^^ARY 



Recently, O'Banioa* ThursCon and Gulden (1972| p4 20i) provided 
& list of deairable outcooes vhich sfiouXd result frpm valid studeat 
personnel practices fnd interventions, if they are predicated upon 
a student development model; the list included the following; skill 
ccffitpetencies; £lexi!>ility and creativit^i awareness of self and 
others t acceptance of self and others; courage to explore and exper- 
iioent; openness to experience; and the ability to respond positively 
to change. If educators aspire to produce such traits in students. 
It follows logically that we aust provide a variety of experiences 
T^ich will induce the same behaviors in the staff members who have 
been given the primary responsibility for bringing about changes in 
students. Shaffer (1967, p. 182) has supported such a contention: 
The student personnel staff faces current challenges 
by recognizing that continous prefessional growth and de- 
velopment by every staff ^^shev is as essential aspect of 
effective student personnel work, A person cannot help 
other people grow if he himself has stopped growing. In- 
dividual staff members have this personal obligation. 
More importantly for staff leaders a major responsibility 
is leading, stimulating, and facilitating the personal 
and professional growth of colleagues. A staff climate 
encouraging such an attitude do2S not just happ^, it 
mu£:t be planned and d<2veloped. 

The. model presented herein iu one that emerged at the Lehigh 
County Coiamunity College as a result of many long and arduous hours 
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of plaiiixiiig, trying, evaluating, and' crying again, it is not a 
p jnacca buc It has proved heii)tul, satiatyinj', and peovo (dative to 
thoscs people who hava been associated with it. Perhaps It vill help 
Qtlieta in th»2ir planning or will at least stimulate others to begin 
forauiatlng a staff development program of thair caa^ 
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